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Support Activities of CIA

There 1s s distinet and inereasing need for better managsment in CIA,
Colonel Lawrence K. White told the Clandestine Services Review course on
27 Septenber 1961, The steadlly growing budget of the Agency, its careful
examination by the Bureau of the Budget and by the Congressional Conmittee,
and the threst of the General Aeeounting Office moving into the ageney,
mokes 1t mecessary for the Agency to make the best bossible use of its talents
and its 1oney and, vhat is more, to mele an acceptable accounting of them.

In line with his thought that it 1s People that makes the Agency work,
Colonel White said that anyone who had charge of one other person or of any
single sctivity was a menager. As such, it was his duty to improve the
work of both himself and those working under him. It was here that the Agency
haed progressed the lmast in the bast several years. Colonal White quoted an
example of an Ayency operation for which the area division had responsibility
of meintelining 1records. When 1t came time for the Audit Staff to make 1ts
check, there were no records. The General Accounting Office would have made
mincemeat of those who carried on the operation and, indeed, of the Agency,
Colonel White pointed out. Obviously this was & failure 1n management,,

There were two things to keep in mind in eonsidering support; that the
DDS office heads perform the funetion of staff officers to the DCI and that
there are tupport people all over the Agency, intermingled with the intelli-
gence officers of the other two components. As an example ot the staff
Tfunction, the Ceneral Counssl edvises the Director on what he can legally do.
The importence of the aecond is that, although both the DD/I and the DD/P
have chiefs of support or adminietration, the intermixing of support people
at lower levels prevents the bottleneeks that would ensur if all requests for
support were channeled through these offices.

Colonel White said that he thought of himself as the head of a group of
funetional specialists. He coordinates theilr activities and sometimes directs
the specialists. FEach office has & comand O line responsibility. Sinece
1t is also part of the Director's staff, it aleo has stafs responsibilitien.
Support people serve in sll components of CIA everywhere in the world. For
instence, the DD(S) supplies all the personnel officers regardless of where
they are stationed. But although on the staff of a chief of station, their

long-renge looking is to headquarters.

Unless students had been overseas for a long time, they would on return
notice no great organization changes in DD(S). Only ons significant change
had come since 1955--moving the commercial stalf back to the Clandestine
Services on 1 Pebruary 1960. The question involved where the staff could
best function. The desire was to use it. There wes much pro and con argu-
ment, for instance, as to where rroprietaries could best be used. With in-
creasing effort for more non-official cover, evidently such things as pro-
Prietaries belonged in the Clandestine Services. There was no hassle zbout
the shift.
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It is impossible to consider present problems without looking at those
in the past, said Colonel White. When he took originally, there was no
interchanga between opersting and support services. A change in attitude
to servicing was needed. The required emphasis was on finding better ways
to help opersting units do the Job. As & result of the change, he sald thav
he hoped that members of the class had seen improvemsnt in the support given
them. If there had been improvement, the DD(S) evidently had not spent all
its time writing regulstions. Bigness of the Agency doss require regulations;
progress, however, 1s made through peopls.

The sttempt 1s to get people to serve primerily in support of the Clans
destine Services and of field operations, Colonel White said. The DD(I) is
easy to support; the Clendestine Services require more work and great flexi-
bility. The negative role of you can't do this and you cen't do that has
gone by the board in DD(S). On the theory that the more direct the work, the
more efflcient, there are no blg staffs in the offices to compllicate matters.
A maximm eutting of corners gets the job done. The kay to direct action 1s
the chief of support in the Division. To him is the place where Clandestine
Services personnel should go.

In answers to gquestions, Colonel White sald that the present virtual
freeze on promotions was '‘due in great part to the quick promotion poliecy of
CIA's earlier years. The hope now was to put in a gradual promotion plan, s0
that a career employee would have & reasonsble expectation of progress during
his years in the Agency. INow there were so few slots and the competition for
promotion was so keen that sble men could not be advanced. Competion for these
slots was not in the fieid station or in the specific headquarters activity
but was in the work catefory. Thus, a loglstics mon in [ vho had ioneD§X1ABGA
good job was not judged against another employee in [Jij but ageinst otip8X1AGA
logisties employees in other parts of the world. He may, for example, have
missed his promotion because a logistics man in [l hed done an even bet28X1A6GA
Job. Colonsl White cautioned asgainst the promising of promotions to individuals
by the Chlef of Station; since the Chief of Station could not guarantee the
promotion, the promise might well produce a morale problem.

Barly retirement is one way to open up promotions. It ia obvious that
something must be done along these lines or else we will eventually have
Tield case officers aversging between fifty and sixty yesrs in am. However,
the Clandestine Services Carser Service has not yet produced anything tangible.

The separaticn of surplus personnel, under the-provision, is re~ 25X1A
lated to the problem of promotions but iz separate from the early retirement
policy. It is for pezople who have overreached their capsbilities and who
have been too long in their grade with no expectation of rising higher.

In spealking about the need for better management, Colonel White recommended
the monngement courses glven in the Agency.
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